Abstract: Global leadership is a buzz word in today's business world. It is not clearly defined however who global leaders are: Do they work abroad or with people from different nationalities? Are they themselves living abroad or having a cross-cultural background? Are they leading virtual or non-virtual teams? Do global leaders exist or is not every leader a global leader in today's world? The following article gives a definition of global leadership and compares it with other leadership profiles: local, expat and glocal leadership. Another challenge about global leadership are the expectations towards this group of people: their expertise, skills and personality.Global leaders seem to be the answer to many questions of our globalised world. This paper describes the challenges global leaders encounter and the competencies they are supposed to dispose of. Interviews with global leaders and their teams show the way they deal with those challenges in practice.Finally, the results of the interviews help the leader discovering new opportunities to develop himself towards an inspiring global leader.
Introduction
Recent research focuses on the impact of multicultural teams and virtual teams on creativity and efficiency. The role of the leadership of those teams, however, is often neglected. This paper aims togive global leaders a self-reflection tool in order to assess where they position their progress towards becoming a more efficient global leader. This tool also aims to give global leaders strategies to facethe challenges they encounter (Leung, An, Tan, 2014) .
Although internationalisation began with expatriation of experts to a foreign country, it is much more today. The opening of the European boarders has facilitated migration -more or less temporary or definitive -of qualified personnel (Withol de Wenden, 2013) . Nowadays, increasing number ofrecent graduatesalready have either studied or worked abroad (Bolten, 2007) . Furthermore, the anglo-saxon way of working has a significant impact in other regions of the world, be it through corporate culture or through educational programs like MBAs (Massol et al., 2010) .
Even though the global leader is often responsible for his own integration in a foreign country, it can also be his role to assume the responsibility of assembling his staff as well. Team work, like work abroad, is a necessity as the tasks in businessbecome more and more complex (Podsiadlowski, 2002; Rosenstiel (von)/Comelli, 2003) . As globalisation leads to a great diversity in the working population, it can be seen as cause and effect simultaneously (Scheffer, Werner, 2012) . Leaders can be seen as product of globalisation and as driver of globalisation, accompanying a change in mindset in the business world (Osland, 2017) .
This leads us to the following research questions:
1) What is global leadership?
2) What are the challenges global leaders are facing?
3) What are solutions for global leaders to cope with potential challenges?
The follwing paper focuses on global leadership. In today's globalised world global leadership seems to be the description of every kind of leadership across the globe. However, the reality is different. Becoming a successful global leader requires hard workand a high degree of self-reflection. The checklist presented in this paper is based on the result of a two-year study of MCTs (MultiCultural Teams) of software developers in the automotive sector.
The checklist can be of interest for every global leader regardless of sector.
Current state of knowledge
It is difficult to define Global Leadership (an overview is given in Mendenhall et al., 2012) . Reiche et al. (2016) distinguish between four types of global leaders according to the complexity of tasks and relationships in their function. Forthomme (2014) puts the focus on the fact that global leadership can only grow in the right environment, giving the organisations the responsibility to foster diversity and a global mindset. Zenger, Folkman, Evans (2014) give insights on how organisations can build up global competence).
Our understanding of global leadership is best described by Ghemawat (2012) : it needs working experience abroad in order to foster the committment towards and the identification with the foreign culture. Beechler and Baltzley (2008) differentiate between global and domestic leaders. The domestic leader is comparable to the local leader mentioned below (see Figure 1. ).
Based on the findings of Story et al. (2014) and the figure on global mindset of Hruby (2013, p. 48) , the authors distinguish between four profiles of leaders, depending on the international background (cross-culturality) of the leader and his team (see Figure 1. ): · Expat Leader: this leader has an intercultural profile, meaning he is currently working abroad, but his team is composed of local staff; · Glocal leader : this leader has no intercultural profile, but leads a multicultural team. This gives him the opportunity to get initial exposure to a foreign culture even though he has never lived nor worked abroad; · Global leader: this leader has an intercultural profile, meaning he is currently working abroad and leading a multicultural team. Figure 1 . provides a snap-shot of the current evaluation of the leaders and their teams. The authors will suggest potential development strategies depending on this initial evaluation at the end of this paper. Another point that cannot be considered in the figure is the role of the organisationalready mentioned above. Although it plays an important role, this factor will not be considered in depth in this article. After having defined the leader's and his team's profile, it is interesting to look at different intercultural 1 leadership styles. According to Kühlmann and Dowling there are four possible strategies for leading MCTs:
1) The "dominance strategy" implies a highly autocratic style and the interest to defend one's own ideas without taking into consideration the team members' opinions. This strategy is particularly adapted to people familiar with working within a strong hierarchy. This might be related to the team member's cultural background.
2) With the "adaptation strategy" the team leader adapts his leadership style to the team's needs. This is very efficient for a team working very autonomously, but might be difficult for a team previously working within an autocratic structure in which guidance and direction are readily provided such as the "dominance strategy".
3) The "strategy of compromise" is a combination of 1. and 2.
4) The "integration strategy" puts every team member on the same level and has the objective to take everyone into consideration without privileging particular members. The choice of the strategy might depend on the tasks and competences of the team (Kühlmann, Dowling, 2004, p. 934 ).
All four strategies might be helpful depending on the context in which they are applied in. The choice of one of the approaches might be driven by the cultural background of the leader or his team, as suggested by Kühlmann and Dowling (2004) . The global leaders interviewed for this article chose the third leadership style and this led to different reactions from the team.In general, it is helpful to be aware that different cultures may have different approaches to hierarchy and power (Hofstede, 1993) . Having this awareness is part of developing intercultural competence (Lüsebrink, 2012) . This competence can 1. Being originally from a German speaking background where the term "interkulturell" is widely spread, the authors prefer using the English term "intercultural" rather than "cross-cultural". When using the expression "cross-cultural", we use it as synonym to "intercultural".
be developed during an expatriation 2 or from previous experience leading MCTs (Dziatzko, 2016) . Global leaders cannot content themselves with having "Classroom training" (Bird et al., 2016, p. 353) as it is not sufficient to develop those capacities. The global leaders should face situations where they are inclined to go through the phases of cultural sensitivity (Bennett, 2014) 3 .
The awareness needed to build up this competence is not only important for the team leader, but also for his team members. The authorsconsider intercultural awareness to be passive knowledge made visible through the active knowledge of intercultural competence.
According to Bolten (2002) intercultural competence can be adopted on three levels : 1) on the behaviour level,
2) on the communication level (verbal and non-verbal) and
3) on the level of comprehension and interpretation of signs (which can be different from a country to another).
Deal and Kennedy (1982) as well as Dubar (1996) hold the opinion that a leader can more easily adapt to his environment -and by this means guarantee the company's success -by being conscious of his own culture and of his socialisation having a direct impact on his behaviour. While Pinter (2013, p. 20) no longer speaks about "expatriates", but about "flexpatriates": meaning expatriates having shorter and more frequent stays abroad, Ghemawat (2012) brings in the term "rooted cosmopolitans": global leaders being able to perform, because they are locally rooted within their own culture of origin.
Although the present article focuses on global leaders, the role of MCTs, as shown in figure 1 (cross-culturality of the team),is also relevant. The rapid globalisation and the lack of experts in some areas lead to an increase in recruiting employees with a diverse cultural background and foster the creation of MCTs (Ghemawat, 2012) . In this paper, we consider that MCTs are a reality in most organisations and the global leaders have to cope with these teams. According to Dziatzko MCTs are :
"(...) a group of employees of more than two people from two different nationalities with a feeling of belonging to each other, having common norms and being in direct interaction and taking over mutual responsibility in order to reach a common target" (Dziatzko, 2016, p. 136) 4 .
This definition does not cover virtual teams, as first, "direct interaction" implies direct personal contact and second,virtual teams can also be composed of people only from one nationality. However, there are researchers who consider multicultural and virtual teams as being synonymous (Ghemawat, 2012) .
This part summarized the profiles of global leaders, the strategies they can use to lead MCTs and the importance of cross-cultural awareness and competence. In the next part the authors will emphasize the challenges global leaders encounter and which concrete competencies can help them to cope with these challenges.
Which challenges do Global leaders face?
Although there is an awareness that cross-cultural issues play an important role in a globalised world, there is, still todayroom for improvement when it comes to the selection of adequate candidates for positions of global leadership (Frank, 2009 ).
The results shown in this paper do not clearly state whether or not technical skills are necessary for a global leader, however it is seen as an important competence, at least in the automotive sector. According to the interviews, there still seems to be a gap in highly qualified fields like software engineering between hard and soft skills mentioned and the impact on the company's success (Peters, Waterman, 1984) . Another study shows that a lack of cross-cultural competence is the main reason for the failure of international cooperation and expatriation (Uehlinger, 2009 ). Uehlinger (2009)suggests thus to further enhance social skills instead of focusing on hard facts. Nevertheless, most companies work with measurable short-term targets (Peters, Waterman, 1984) .
For a global leader it is not only relevant to assess and develop his own intercultural competence (Mendenhall et al., 2017) , but also to be aware of the process of team dynamics (Tuckman, 1965) , especially in a cross-cultural environment.
Further expectations towards global leaders are having skills as presenter, mediator and conciliator (Jedrzejczyk, 2007) as well as decisiveness and, according to the interview results, dispose of technical skills in their area of competence. According to Bugari it is also their responsibility to create an atmosphere in which cross-culturality can be developed:
"The managers are responsible to create an atmosphere favourable to cross-culturality in which (cultural) diversity can be managed in a positive way and be seen as competitive advantage and in which the employees feel invited to invest themselves day to day for an efficient cooperation beyond cultural borders" (Bugari, 2009, p. 227) 5 .
Bugari points out the manager's responsibility as representative of the overall organisation. Empathy and recognition are important factors for motivation, and not only important in a cross-cultural context (Lesaulnier, 2013) .
The following According to Khanna (2014) the global leader should have a contextual intelligence, also named implicit or tacit knowledge comparable to the intercultural awareness mentioned in the previous part (on the current state of knowledge). According to the author this would help the leader to observe differences and to better cope with them. Sperber et al. (1985) distinguish between technical and organisational knowledge. In their article "tacit knowledge and intelligence in the everyday world", published in 1986, Sternberg and Wagner describe the practical intelligence as a capacity to adapt to an environment in order to survive and to fulfillone's own needs. Zenger, Folkman 6. The authors distinguish three kinds of competences: those which represent specific knowledge in a field, those which describe the personality and those which can be used to obtain a certain result.
and Evans (2014, p. 4) identify the following traits as being characteristic of and particularly desirable in global leaders: good character, emotional stability, inquisitiveness, motivation and tolerance. This can be sumarized as having a global mindset (Hruby, 2014) . In addition to these personality characteristics (Winsborough, Hogan, 2014) found out that global leaders share common personality traits), the global leader should have specific skills: taking a strategic perspective, focusing on and understanding the customer, spotting trends, fostering an engaged team, showing a willingness to take risks and having a comprehensive knowledge and expertise (Zenger, Folkman and Evans, 2014) . Comprehensive knowledge and expertise is emphasized in the interviews mentioned in the chapter on material and methods.All the works cited above mostly agree on the requirements global leaders have to fulfill (see also Hruby, 2014) . The challenge for global leaders is to demonstrate all these skills simultaneously (see Table 1 ).
Culture and its impact on global leaders' success
Even though it is commonly accepted that in the business world many cultures, be it nationality or corporate culture, influence the day-to-day business, there is no common understanding of what the word culture means (for definitions see Hofstede, 1993; d'Iribarne, 1989; Geertz, 1973; Schein, 2004 (Shakir, Lee, 2017) .
The intercultural competence can help global leaders to develop themselves from the so-called ethnocentrism towards ethnorelativism. This can be illustrated by using Bennett's model of cultural sensitivity (DMIS) (Bennett, 2014, see detailed description in Dziatzko, 2016) . This process provides a way to overcome culture shock by developing cross-cultural competence (Demorgon, 2005) . Global leaders who work abroad are especially vulnerable to culture shock in the foreign country in which they live (Huber, 2007) .
A culture shock cannot only lead to limited success in team leadership, but even to burnout (Expat-News, 2014). Bennett uses the so-called Platinum
Rule to describe the behaviour adapted in an intercultural context: "Do unto others as they themselves would have done unto them" (Bennett, 1998, p. 213 she would like to be treated and not to treat her like oneself would like to be treated. Knowing this can be of great value for global leaders.
Further, the development of team members is seen as a task which a successful global leader should be aware of, without neglecting his own development. Regarding the development of the team as a whole Tuckman (1965) can provide insights on evaluating the team's status (see Dziatzko, 2016) .
Most of these points take time and effort, especially in a global context (Jedrzejczyk, 2007) . In volatile and uncertain times, it is particularly endeavouring, but according to Beechler and Baltzley (2008) it is one part of global leadership: to dispose of a global mindset in order to be able to cope with complexity and ambiguity (Clapp-Smith, Vogelsang-Lester, 2014) . If the effort is made by the global manager he is more likely to get trust from his team.
Trust also fosters team identity(for more details on creating trust through the use of humour see Dziatzko, 2016). Jedrzejczyk (2007) holds the opinion that this takes more time for MCTs than for non-MCTs.
Material and Methods
The study belongs to the field of anthropology and ethnography as the main aim was to unveil the functioning of cultures (Mulder van den Graaf, 1989; Trochim, 2010) . For this purpose qualitative, semi-directive interviews were conducted. The qualitative approach helps to show unconscious behaviour and hidden assumptions (Mulder van den Graaf, 1989) as well as socia interactions and symbols and rituals particularly valuable in a culture (Hofstede, 2006) . As the interviews were only done by one resercher, the results might be biased (Berger, 2015) . A way to cope with this bias is to see situations in a given context (Berg, 2012) .
The following partpresents results of interviews done with MCTs of software developers in the automotive sector. The teams develop software for electric vehicles and racing cars. As these fields of work need very specific expertise, the competencies to fulfill the tasks cannot be covered by the local working market. This is the reason why people from all over the world were recruited and MCTs were created. These MCTs work in an organisation where other teams are not specifically diverse regarding cultural backgrounds.
This means that the company culture was, until then, mainly focused on "monocultural teams". With this background in mind, the following results have even more significance for the organisation as a whole.
Global managers (according to the definition mentioned in the part on the current state of knowledge) and their teams were asked to describe what good leadership means for them 9 .
The first interviewed global leader sees himself more as a supporter. He pays attention that no employee feels isolated in the team. In order to do so, he fixes timeslots with each team member and listens to their concerns. He also tolerates and values different opinions which is an indicator fora culture allowing to learn from failure (Lenz, 2015) .
It is interesting to see that he intervenesonly when his team members need it. He offers technical support, but only if necessary. This is the key to leadership for him : to be able to trust the employees as being able to do their job and at the same time showing them that he can support if needed.
Cremer (de) (2015) speaks in this context about factual and relational trust by giving the example of negotiations between Germans (more enclined to build trust on facts) and Chinese (Guanxi, the in-group, will be subject to giving trust). This shows that values, although considered as being universal, can be interpreted differently in different countries (Glinkowska, 2016 ).
If we want to evaluate global leaders, it is not only helpful to look at how they lead and why, but also to ask their teams how they feel about their leadership.
One team member appreciates his leader because he says what he thinks.
9. The selection of the research subject follows criteria fixed beforehand. In the present case the global leaders were responsible for teams: 1. Whose members were all multicultural (according to the definition in chapter 1.), 2.
speaking English as working language, 3.
working in an industry were the domestic market cannot provide the competence needed, 4.
working in organizations with a comparable size, 5.
with a low average age (about 30 years).
Some of the team members however,feel they do not receive sufficient guidance. The feeling of the leader that he thinks he might need to supervise some of his team members more closely, seems to be right. This
shows, that leadership also needs intuition. Other team members however, appreciate the freedom they get from their leader. take it and we implement it. It's not like we are prohibited to say something" (Dziatzko, 2016, p. 274) . He does not only feel that his opinionis valued, but that suggesting new ideas is encouraged.
If we look at the statement of a person who wants to be led closer it shows that he wants the manager to come towards him instead of having to ask: "Unless you go directly and ask, you don't really know what's going to happen" (Dziatzko, 2016, p.274) . Three other team members feel the same about the situation.
This shows that the same behavior of the gobal leader can lead to different perceptions. In this case one half of the team appreciates the way they are led while the other half would like to be led differently. They all point out that they want to be more closely led by their manager. In the next part another global leader and his team's views will be compared to the statements cited above. This will help us to develop general strategies which can serve global leaders and their teams.
It is interesting to see that the leader of the second team, has an understanding of good leadership similar to his counterpart from the first team although they do not know each other and do not work in the same environment.
He also mentions the importance of understanding and giving the team the freedom to work on things that matter and to make a contribution to the team.
He also focuses on strengths and skills of the team members. It is obvious that technical expertise is a key factor for both teams. It is clear for one intervieweethat the leader will take the decision and not his team.
For the first team this point is not mentioned, but the team members seem to have more authority to take their own decisions.One team member does not necessarily see the manager as being the technical expert, but more as the expert to make the decision based on the technical information he gets from his team. It is also his responsibility to communicate them to the team.
In fact, there seems to be a contradiction within the team regarding the viewof the leader's responsibility. Other team membersalso value the manager as decision-maker and as visionary.
Results
The previous parts showed what is important when leading global teams.
Even though the results are not specific to MCTs, they are even more relevant in an international, complex and rapidly changing environment.
The survey showed that the following points are particularly relevant for global leaders: The points mentioned above are relevant for every leader, be it a global or a domestic one, although it is questionable to which extent domestic leadershipstill exists. Companies might be far behind the expected benefits of globalisation; however, the preception that leaders are able to act in every culture is however still prevailing (Ghemawat, 2012) . The following recommendations are based on the above mentioned outcomes of the interviews:
1) Dispose of language skills in English and in the company language (if different) in order to be able to communicate appropriately.
2) Have cultural sensitivity (see Bennett, 2014) , for example through working experience abroad (as global leader).
3) Be aware that the understanding of leadership might differ between countries (see Frank, Baeuerle, 2010; Biermeier-Hanson, Liu and Dickson, 2015) .
Final remarks
The following paper adressed the question how global leaders can cope with the challenges they encounter. First, the authors gave a brief definition of global leadership and multicultural teams. Second, the competencies global leaders need were highlighted and the challenges they encounter where described. Third, the interviews illustrated how global leaders and their teams cope with challenges and which competencies they value. Finally, the results were briefly presented.
The limitations of this study consist in the small number of interviewees and the concentration on one sector. For this reason it might be interesting to conduct a similar study with teams from other departments or in other sectors. Furthermore, the interviews have been conducted by one researcher
and not a group of researchers which can lead to a bias. It would be valuable to conduct the interviews again in order to see the evolution they have gone through over the time.
Further research could be done on the role of the company for the success of multicultural teams. It would be of great interest to search for measures supporting the formation of multicultural teams. Some hints have already been adressed in former research, but could be explored more in depth (Dziatzko, 2016) . Looking at the recruitment strategy it might be helpful to define personality traits and profiles of ideal-typic global leaders, former studies having already confirmed the positive link between cosmopolitanismand global leadership (Levy, Peiperl and Jonsen, 2016 ).
An evaluation of the intercultural openness of the organisation could be a good starting point for establishing a diversity management strategy on an organizational level.
Another valuable contribution would be to develop a leadership training to become a global leader. This could be a "train-the-trainer" concept where former expatriates would train their peers, benefiting the company by fostering the exchange of knowledge and experience.
The goal of this paper was to outline possible strategies for global managers to effectively lead MCTs. If the manager's values are in accordance with those of the company, he will be able to authentically communicate his expectations to the teams he is leading.
